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SAINT LUCIA SOLID WASTE MANAGEMENT AUTHORITY

DRAFT TERMS OF REFERENCE
FOR THE CONDUCT OF A TECHNICAL ASSESSMENT FOR THE UPGRADE OF THE LEACHATE TREATMENT SYSTEM AT THE DEGLOS SANITARY LANDFILL

1. Background
The Saint Lucia Solid Waste Management Authority’s Deglos Sanitary Landfill, commissioned in 2003, is Saint Lucia’s primary engineered disposal site for municipal solid waste. A leachate collection and management system was constructed to safeguard groundwater, surface water (i.e. the Cul de Sac River in the immediate vicinity of the site) and surrounding communities from pollution. The system includes subsurface drainage, leachate sumps, pumping mechanisms, conveyance lines and lagoons for storage and treatment.
Note that whilst the leachate treatment system was originally designed to operate with three lagoons or ponds, during construction and as a result of reported geotechnical failure, two of the three lagoons were abandoned.  As a result, the system has operated with only one lagoon, which operates as a  treatment and stabilization lagoon. 
Given this less than optimal situation, after more than two decades of operation, the system faces potential deficiencies due to increased waste volumes, extreme rainfall events linked to climate variability, wear and tear of infrastructure and evolving environmental standards. There are reported issues with operational maintenance.
Accordingly, given the Saint Lucia Solid Waste Management Authority (SLSWMA) mandate under the Solid Waste Management Act (2004, as amended), it requires a full technical assessment and upgrade plan for the Deglos Leachate System. This will ensure environmental compliance, reduce public health risks, and strengthen resilience to climate change.




2. Objectives
The overall objective of this consultancy is to undertake the following tasks:

1. Technical Assessment of Existing Infrastructure
1. Conduct a detailed inspection and evaluation of the current leachate system components, including collection drains, liners, sumps, pumps, conveyance pipes, storage lagoons and treatment units.
2. Determine structural integrity, operational efficiency and service life of all system elements. Including an assessment of capacity requirements against current and projected needs.
3. Identify system failures, blockages, leakage points or other physical deficiencies affecting functionality.
2. Environmental Compliance[footnoteRef:1] and Risk Evaluation [1:  Where regulatory compliance thresholds do not exist within the Saint Lucia Solid Waste Management Act, the Consultant shall benchmark against international best practices.] 

1. Assess the system’s compliance with initial design specifications (including any Environmental Action Plan associated with an Environmental Impact Assessment), national legislation (Solid Waste Management Act, Public Health Act, Water and Sewerage Act) and relevant local environmental standards. Ensure there is full compliance with all necessary World Bank Environmental and Social Standards (ESS) as outlined in the Environmental and Social Management Framework (ESMF) for the Unleashing the Blue Economy of the Caribbean (UBEC) project.
2. Evaluate the risk of contamination to groundwater, surface water, soil and surrounding communities as well as biodiversity due to leachate escape or system malfunction.
3. Benchmark system performance against regional and international best practices in landfill leachate management.
3. Assessment of the Operational Efficiency and Sustainability of the Existing System
1. Review the effectiveness of monitoring, maintenance and operational practices currently in place.
2. Identify opportunities to optimize system performance, reduce operational costs and extend asset lifespan.
3. Examine resilience of the system under projected waste volumes and climate variability (extreme rainfall, storms, droughts).
4. Upgrade Planning and Design
1. Develop a range of feasible upgrade options, from immediate remedial measures to medium and long-term engineering improvements.
2. Incorporate best practice approaches to leachate collection, conveyance, storage, treatment and reuse where feasible.
3. Ensure designs are technically robust, cost-effective and environmentally sustainable.
5. Prioritization and Implementation Roadmap
1. Recommend short-term interventions for urgent system failures or compliance risks.
2. Propose medium- and long-term solutions with phased implementation to align with budgetary, operational and regulatory considerations.
3. Provide a clear action plan with timelines, budget estimates and responsibilities for SLSWMA and stakeholders.
6. Decision-Support for Strategic Management
1. Provide actionable recommendations to support SLSWMA decision-making on leachate system management.
2. Deliver tender-ready documentation and cost estimates for immediate priority works.
3. Enhance institutional capacity by recommending monitoring, reporting and maintenance frameworks for long-term sustainability.

3. Scope of Work 
The assignment will cover three integrated phases: Full Technical Assessment, Upgrade Planning, and Design and Documentation. In this regard, the Consultant/Team will undertake the following tasks:

Phase I: Assessment
Evaluate the current status, performance and compliance of the leachate system.
Tasks:
I. Document Review and Data Collection
a. Review design drawings, as-built plans, operational manuals and maintenance records.
b. Collect historical leachate monitoring data, treatment records and environmental reports.
c. Review previous audits or inspections, regulatory compliance reports and incident logs.
II. Field Inspection
a. Inspect all components of the leachate system:
i. Collection drains and liners: check for blockages, cracks, or erosion.
ii. Sumps and pumps: assess operational efficiency and mechanical condition.
iii. Conveyance pipelines: identify leaks, pipe damage or misalignments.
iv. Storage lagoons: evaluate liner integrity, freeboard levels, embankment stability and capacity.
v. Treatment facilities: check aeration, filtration, chemical dosing systems and sludge handling.
vi. Discharge points: verify effluent quality and regulatory compliance. 
vii. Gas vents: Assess functionality and discharge compliance.
viii. Boreholes/Groundwater monitoring wells; assess groundwater contamination levels and their compliance.
b. Assess safety, accessibility and operational practices (including the handling of hazardous materials and it’s infiltration into the leachate).
III. Operational and Environmental Assessment
a. Assess compliance with all laws and environmental standards of Saint Lucia as well as those standards outlined in the UBEC project’s ESMF.
b. Evaluate effectiveness of current monitoring, reporting and maintenance practices.
c. Identify environmental risks, including potential groundwater or surface water contamination as well as impacts on biodiversity.
d. Analyze system resilience to projected waste volumes and climate-related impacts (heavy rainfall, flooding).

Phase II: Upgrade Planning
Identify practical, cost-effective, and sustainable solutions to upgrade the system.
Tasks:
I. Option Development
a. Prepare a range of feasible interventions, including:
i. [bookmark: _Hlk218677868][bookmark: _Hlk218677881]Short-term corrective measures: for example, urgent repairs, pump replacements, minor liner fixes, handling of hazardous waste or any other alternatives.
ii. Medium-term improvements: for example, lagoon expansion, upgraded treatment units, improved conveyance or any other alternatives.
iii. Long-term strategic solutions: for example, advanced treatment systems, leachate reuse or recycling, automation/monitoring improvements or any other alternatives.

II. Feasibility and Cost Analysis
a. Conduct technical and economic analysis for each option.
b. Estimate capital and operational costs, including contingencies.
c. Evaluate environmental, social and regulatory impacts.

III. Prioritization and Recommendation
a. Rank interventions to improve the quality and management of the leachate based on urgency, cost-effectiveness, environmental benefit and regulatory compliance.
b. Recommend preferred options with phased implementation (short-, medium-, long-term).

Phase III: Design and Documentation
Provide detailed design concepts and actionable documentation to enable immediate and future upgrades.
Tasks:
I. Conceptual Design
a. Prepare schematic and conceptual designs for selected upgrades.
b. Include design drawings of collection drains, lagoons, pumping systems, conveyance and treatment units.
c. Ensure designs incorporate climate resilience, environmental and social best practices, and operational efficiency.
II. Tender and Specification Documentation
a. Prepare tender-ready specifications for priority works.
b. Include material lists, equipment specifications and construction requirements.
c. Provide guidelines for quality control, supervision and environmental safeguards during implementation.

III. Implementation Roadmap
a. Develop a phased implementation plan with timelines, responsibilities and milestones.
b. Recommend monitoring, reporting and maintenance procedures to ensure sustainability.

4. Deliverables
This is a deliverable based assignment and payment for the services provided are tied to deliverables. The assignment shall be executed over a five (5) month period, ending March 31st, 2027.

All deliverables will initially be designated as draft submissions and subject to review and comments by the SLSWMA to be provided within ten (10) working days of submission.  The Consultants will finalize and resubmit each deliverable based on the comments received.

The Consultants are responsible for the development and submission of the following reports (deliverables) which shall be provided in hard copy and two soft copies (One in PDF and password-protected, and the other in an Editable Word Format): 

Table 1:	Deliverables and Proposed Timeframe for Submission

	DELIVERABLE
	PROPOSED TIMEFRAME 
FOR SUBMISSION
	PAYMENT 
(percentage of contract sum)


	1. Inception Report
	Within  five (5) workings days of the signing of the contract between the UBEC and the Consultants.

	10%

	2. Full Technical Assessment Report and Upgrade Options Report

	Within six (6) weeks of acceptance of the Inception Report
	40%


	3. Draft Final Report, inclusive of Tender Ready Packages

	Within Four (4) weeks of acceptance of the assessment  Report
	40%


	4. Final Report
	Within ten (10) working days  of acceptance of the Draft Final Report.
	10%



1. Inception Report
The Inception Report must include but not be limited to the following:

· Background information pertaining to the assignment.
· The Scope of Services as confirmed by the Consultants and the SLSWMA at 
· The understood outputs of the assignment.
· Detailed methodology and approach for the assignment. Workplan with work schedule and milestones for all three phases of the assignment.
· List of data and documents required from SLSWMA.
· Preliminary risk assessment and key issues to focus on.
· Stakeholder engagement plan.

The Inception Report must include all proposed logistical procedures to accomplish the tasks outlined in the Scope of Services and the Consultants’ workplan. It should also establish the communication and reporting means required to secure necessary and timely input and approvals of the SLSWMA throughout the consultancy.


2. Full Technical Assessment Report and Upgrade Options Report

The Full Technical Assessment Report shall comprise the findings of Phase 1 of the Scope of Services including 
· Comprehensive description of the existing leachate system (collection, conveyance, storage, treatment).
· Field inspection results: physical condition, structural integrity, operational issues associated with the leachate system, and the chemical characteristics of the leachate.
· Environmental compliance review: assessment against Saint Lucia regulations and international best practices.
· Identification of operational inefficiencies and critical risks.
· Photographic evidence, sketches and annotated diagrams.
· Preliminary recommendations for urgent corrective actions.

 	Upgrade Options Report
The required outputs of this deliverable are detailed in Section 3 – Scope of Services – Phase 2 - Upgrade Planning. The report  shall include, the following;
· Technical descriptions, pros and cons of each option.
· Cost estimates (capital, operating, and maintenance, contingencies) using the agreed cost template.
· Environmental, social, and regulatory impact evaluation of options.
· Prioritization of recommended interventions based on risk, feasibility, and cost-effectiveness.

3. Draft Final Report, inclusive of Tender-Ready Packages
The required outputs of this report are detailed in Section 3 – Scope of Services – Phase 3 - Task 1. The report  shall include, the following;

· Preferred upgrade solution(s) with rationale.
· Conceptual and schematic designs of leachate system improvements.
· Phased implementation roadmap with timelines, responsibilities, and milestones.
· Detailed cost estimates and budget breakdown.
· Recommendations for monitoring, maintenance, and institutional arrangements.
· Risk management and contingency planning for construction and operation.

 Tender-Ready Package
This report shall be received concurrently with the Draft Final Report and shall account for the full Scope of Services detailed in Phase III.  The report shall comprise but not be limited to the following:
· Technical specifications for priority works (civil, mechanical, electrical, treatment systems).
· Material and equipment lists.
· Construction methodology guidelines.
· Health, safety, and environmental management requirements for contractors.

4. Final Report
This report shall be the final consolidation of all reports incorporating the client’s comments.  The report shall comprise but not be limited to the following:
· Executive summary highlighting key findings, recommendations, and implementation roadmap.
· Consolidated report incorporating stakeholder feedback on draft reports.
· All supporting documentation: assessment data, designs, cost templates and tender specifications.
· Appendices: photographs, monitoring data, consultation notes, reference documents.


5. PROJECT MANAGEMENT

The General Manager – SLSWMA or any other duly authorized officer shall be responsible for the management of this consultancy assignment / project.  The officer will be responsible for the coordination of activities under the Contract and for the management of the Contract (i.e., for communicating the SLSWMA’s acceptance and approval of reports and other deliverables; and for receiving and approving invoices for the payment). Note that a minimum of ten (10) working days must be provided to the SLSWMA to respond to the draft reports provided.

The SLSWMA will provide the team of consultants with logistical support for the duration of the assignment.  Logistical support to be provided will include facilitation of communication between the Consultants and staff of the Authority, access to available documentation pertinent to the assignment; and facilitation of access to the Deglos Sanitary Landfill and to government officials/personnel and other stakeholders with whom the Consultants may need to confer.

The Consultants shall effectively manage and provide all the required resources to accomplish the consultancy objectives and scope of services.  

It is expected that the Team Leader will be the primary point of contact for all matters related to this consultancy and will work closely with the designated SLSWMA representative on all aspects of the assignment.  Progress will be reviewed through bi-weekly virtual or in-person meetings.

6. REQUIRED PERSONNEL AND EXPERTISE 
The Consultant/Team must have proven demonstrated relevant and extensive experience (over 10 years) in:
· Landfill engineering and leachate management.
· Wastewater treatment system design and operation.
· Civil/geotechnical engineering for landfill infrastructure.
· Hydrogeology and environmental monitoring.
· Environmental risk assessment and regulatory compliance.

The members of the consulting team must possess professional qualifications appropriate to their specified areas of responsibility.  The minimum levels of qualifications and professional experience are presented in Table 2 overleaf.


Table 2:	Minimum Qualification and Professional Experience for Key Members of the Consulting Team
· 
	Position
	Qualification
	Specific Experience


	· Team Leader / Environmental Engineer (Leachate Specialist)

	Post graduate degree in civil, environmental or solid waste management engineering.

OR

	Demonstrated experience (minimum 10 years in landfill techniques and design, Leachate design, managing solid waste management projects and consultancy assignments.

Demonstrated experience as a team leader and experience within the Caribbean region on two or more assignments in the pass ten year within the solid waste management sector. 

	
	Undergraduate degree in civil, environmental or solid waste management engineering.

	Demonstrated experience (minimum 15 years) in landfill techniques and design, managing solid waste management projects and consultancy assignments. 

Demonstrated experience as a team leader and experience within the Caribbean region on two or more assignments in the pass ten year within the solid waste management sector. 

	· Mechanical/Geotechnical Engineer

	Post graduate degree in Mechanical/ Geotechnical Engineering or a related field. 

	A minimum of 10 years demonstrated experience in waste management / treatment technologies, pump system engineering and facilities development. 

	Hydrologist and Environmental Specialist

	Post Graduate degree in Hydrology Environmental Science, Environmental Planning and Management or a related field.
	A minimum of 10 years demonstrated experience in waste management / treatment technologies landfill hydrology and facilities development. Can provide evidence of producing at least two ESIA studies within the last ten (10) years.

Proven experience in community engagement/outreach, stakeholder consultation and awareness building.  Demonstrated understanding of the social issues of development projects.





7. PROCEDURE FOR REVIEW OF REPORTS

A committee will be established for the specific purpose of reviewing and providing comments on the deliverables submitted.  The committee shall provide comments/feedback within ten (10) working days of receiving each report.

Where necessary, the Consultants shall incorporate the feedback received and submit the revised version of the report within ten (10) working days.


Official Use Only

Official Use Only


image1.jpeg





    SAINT LUCIA SOLID WASTE MANAGEMENT AUTHORITY     DRAFT TERMS OF REFERENCE   F OR THE  C ONDUCT OF A  T ECHNICAL  A SSESSMENT  F OR  T HE  U PGRADE OF THE  L EACHATE  T REATMENT  S YSTEM AT THE  D EGLOS  S ANITARY  L ANDFILL     1. Background   The Saint Lucia Solid Waste Management Authority’s Deglos Sanitary Landfill,  commissioned in 2003, is Saint Lucia’s primary engineered disposal site for municipal solid  waste. A leachate collection and management system was constructed to safeguard  groundw ater, surface water   ( i.e.  the Cul de Sac River in the immediate vicinity of the site )   and surrounding communities from pollution. The system includes subsurface drainage,  leachate sumps, pumping mechanisms, conveyance lines and lagoons for storage and  treatment.   Note that whilst the leachate treatment system was originally designed to operate with  three lagoons or ponds, during construction and as a result of reported geotechnical failure,  two of the three lagoons were abandoned.  A s a result, the system has operated with only  one lagoon, which operates as a  treatment and stabilization lagoon.    Given this less than optimal  situation, a fter more than two decades of operation, the  system faces potential deficiencies due to increased waste volumes, extreme rainfall events  linked to climate variability, wear and tear of infrastructure and evolving environmental  standards. There are reported issues with operational maintenance.   Accordingly, given t he Saint Lucia Solid Waste Management Authority (SLSWMA) mandate  under the  Solid Waste Management Act (2004, as amended) ,  it  requires a  full technical  assessment and upgrade plan   for the Deglos Leachate System. This will ensure  environmental compliance, reduce public health risks, and strengthen resilience   to climate  change.          

